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Induction is a necessity in every company. A new employee should receive the tools to
perform in his or her own position. This thesis approaches this issue from the point of
view of a new employee entering Metso Automation Day-to-Day Business Support’s
Customer Order Management.
The theoretical part discusses three different concepts of induction: mentoring,
orientation, and onboarding. The main goal of this study is to build a comprehensive
and practical induction programme which takes into consideration both social and
technical aspects of induction as well as the corporate strategy. Hence, the relationships
of these aspects are discussed through the concepts, and their differences.
In order to have the theoretical approach linked to Metso Automation’s purposes, a
primary research of the current employees’ experiences and expecations on induction
was conducted, revealing that the socialization aspect must be emphasized for creating
both inter- and intrapersonal networks. Also the methods used in induction earlier
were reviewed based on the survey results. These results were used to build the final
product of this thesis, the induction programme.
Based on the comprehensive approach as well as research results, two new roles were
built for the induction programme. These are the techentor, a technical mentor, and
the socientor, a social mentor. With these roles, goal was to focus mentors’ duties,
tasks and support to where they are needed most. This enhances the time efficiency
and creates a secure feeling for the inductee.
The induction programme itself has been built in calendar-style, using segments that
develop the inductee’s abilities to perform in his or her position without being left
alone. These segments with their flexibile entities can be altered into the inductee’s and
the two mentors’ schedules.
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11 Introduction
Human Resources Management is a challenging topic because it handles one of the key
assets of a company – people. At the same time, this asset is sensitive to any possible
threats and difficulties emerging from global business environment and naturally, the
type, amount and input of the work people do on daily basis. To perform as well as
possible, new employee needs the support of a good induction to his or her new
position. This we can state to be a problem in both SME’s and MNE’s. It is also one
of the reasons why it is my area of specialization in my studies.
Thesis was commissioned by Metso Automation Oy, Day-to-Day Business Support,
Customer Order Management as a project work. As a result of this thesis, an induction
programme for Day-To-Day Business Support’s Customer Order Management was
created.
1.1 Background
Earlier, there has not been a servicable induction model or programme for the Day-to-
Day Business Support’s Customer Order Management (later: CO Management). Thus
the project objective is to create one to be used as a tool for all stakeholders:
supervisors, mentors and new recruits. This task was initiated by a discussion on the
matter with my supervisor at Metso Automation. It became clear that there was a need
for such a model and a concrete tool, which none of current employees, key users or
supervisors however had time to do. Whilst working at Metso Automation as a part-
time employee, I was able to sign a commissioning agreement with the company to
build this tool and use it as my thesis topic.
I am the project leader as well as the thesis author, responsible for planning and
execution of the project. Representative of the commissioning party is Ms Mira
Eschner, the manager of the CO Management. She also approved the project plan and
acts as an advisor on the company’s behalf.
21.2 Metso Automation
Metso Automation Oy is a part of Metso Corporation, which operates globally in vari-
ous fields of business, such as valve manufacturing and paper machine manufacturing.
Metso Corporation recently renewed its organization structure. Simplified version of
the new organization structure explained below in Figure 1.
Figure 1. Simplified organization structure of Metso Corporation (Metso 2012a)
Automation Segment consists of several business lines, one of which is Global Opera-
tions. This is a support function providing services for Flow Control and Service busi-
ness lines. Then, as a part of Global Operations, functions Demand & Order Man-
agement, which provides services for Global Operations Network, Supply Centers, and
Warehousing units. Next is Global Demand and Supply Management function, which
includes Demand and Order Management, Helsinki unit. In this unit, there is Day-to-
Day Business Support department. A part of this department is Order Management,
Day-to-Day, in which there are four teams: Customer Order Management, Customer
Order Receiving, Factory-to-Factory, and Customer Order Planning. The induction
3programme designed in this thesis is for the Customer Order Management, consisting
of 12 members. (Metso 2012a.)
Metso Corporation is a publically listed company in NASDAQ OMX Helsinki as
MEO1V. Company turnover in 2011 was 5,552 billion Euros. (Metso 2011c; OMX
Helsinki 2011; Metso 2012b.)
1.3 Project objective and project tasks
The project objective set for this thesis topic is to create an induction programme
for Customer Order Management of Metso Automation, Day-To-Day Business
Support. To understand the meaning of an induction programme for Metso Automa-
tion, its potential to provide value in a new employee’s work performance should be
known. Based on this approach we can state that the overall project has elements of
both research oriented and product oriented thesis, concentrating more on the latter.
Survey is used to understand from employee point of view, how orientation has been
conducted earlier, what could be improved, and if current employees are interested in
mentoring new employees in the future. This creates additional value to the actual pro-
gramme as secondary data from the company is limited. Research questions are ex-
plained in chapter 4.
Project tasks are separated in three different stages of which the most important is the
actual induction programme. These stages are shown in Figure 2 and the list below.
Stages are growing progressively as the project proceeds. Each stage has three main
steps – which include several sub-tasks, defined in project schedule (Attachment 1) –
and are milestones for reaching results in the end.
4Figure 2. Project outline with structural content and chaptering
The stages, including the steps of each stage, are:
1. Induction – a strategic tool?
? Reviewing orientation material and practice presently in use for new employees.
? Acquiring and reading literature for theoretical framework.
? Writing the theoretical framework.
2. Induction experiences reflect satisfaction
? Reading company secondary data related to framework.
? Online survey for primary data about induction and mentoring to employees of
CO Management.
? Analyzing the primary data collected by online survey.
? Reporting survey results for induction programme design.
53. People become employees with induction programme
? Building the induction programme (calendar model).
? Benchmarking the model with global and/or local, relative processes.
A stage, which has been excluded from the thesis, is:
4. Preparing content materials, launching, testing and altering
? Launching the induction programme.
? Testing the induction programme.
? Modifying the induction programme.
? Collecting and analyzing user feedback of the induction programme.
This thesis has a conceptually very complex structure. This is due to lack of previous
programme to support induction. Hence, it has elements of research-oriented thesis
even that it is a project thesis with product – the induction programme – in the end.
From Figure 2 we can see the structure of this thesis.
1.4 Demarcation
Thesis scope is determined based on the commissioning company’s wishes. Hence, the
target position the induction programme is designed for is narrowed to Sales Coordi-
nator’s position in Day-to-Day Business Support’s CO Management. Furthermore, the
scope in means of content excludes the programme launch, testing and possible altera-
tions. This is mainly due to time limitations stated in the commissioning contract, but
also the fact that no new Sales Coordinators are hired to the organization during the
commissioning contract time frame. In addition, content materials, e.g. training mate-
rials, are excluded due to the confidentiality reasons.
The scope of the research starts from the first day of inductee entering the company
when  the induction programme starts. Respectively, scope extends to point when the
feedback of the survey is analyzed, reported and used for development of the induc-
tion programme.
61.5 Key concepts
Key concepts are divided into two separate sections: theoretical concepts and practical
concepts. This separation is important in order to understand the theory, reasons and
structure of the induction programme as it is namely for only CO Management’s pur-
poses. Further usage of the theoretical frame also makes alterations to and develop-
ment of the programme easier. Theory concepts are the basis for practical concepts,
which include the roles of programme stakeholders.
Theoretical concepts
Mentoring, as part of induction, is a procedure, where more experienced employee – a
mentor – offers his/her own experience and resources at mentees disposal (Kjelin &
Kuusisto 2003, 228-229). It functions as the starting point for the whole induction
programme, and thus transfers value especially to the roles used in the programme (see
Figure 3).
Onboarding is a theory of social induction for organizations to fully benefit of their
employees through committing them and supporting their growth process in the
beginning of their careers. Onboarding can be said to benefit from persons’ inner
model and combining it with business strategies of organizations. (Stein & Christiansen
2010, 18-23.)
Orientation is teaching, coaching and guiding related to the actual job. Through orien-
tation, the new recruit achieves knowledge of how to do the work correctly, and pro-
cedures related to the task. Orientation is also referred as the bureaucratic part of hir-
ing new employee. (Viitala 2003, 259.)
Onboarding and orientation include structural value for the induction programme of
this thesis. Onboarding delivers value in the form of systematic approach to induc-
tion’s social process whereas orientation takes into consideration the actual training
and bureaucracy of induction (see Figure 3).
7Practical concepts
Induction programme is a scheduled programme, which all new employees of CO
Management team shall go through with assigned mentors in order to be comprehen-
sively inducted to the duties, tasks, people and organization. Induction in this context
is built on the three theories briefed above: mentoring, onboarding and orientation. Below, in
Figure 3, the relations and elements of practical and theory concepts of induction pro-
gramme are shown.
Teaming at CO Management means that the employees form three teams. These
teams consist of four to six persons. In these teams, team members substitute each
other and divide the tasks within themselves in cases of absences or holidays.
Socientor, or Social mentor (in Finnish sosiaalinen mentori), is an employee belonging
to the same team as the new employee.
Techentor, or Technical mentor (in Finnish tekninen mentori), is a key user of ERP-
and Sales systems in the organization, usually part of the same department as the new
employee.
Supervisor is the direct supervisor of the new employee. Supervisor facilitates func-
tions, resources and tools for induction, and supports the new employee in achieving
common goals. Supervisor also handles the Performance Review and the Development
Review session based on the set personal goals, as well as facilitates induction review
session with the new employee and mentors.
8Figure 3. Induction programme elements and their relationships with theoretical
framework and practice
Purpose of Figure 3 is to envisage the value proportions of concepts to the induction
programme. Mentoring is chosen as the starting point because mentoring strats from
the employees needs, which the following mentoring roles – techentor, socientor and
supervisor – should take into account when accomplishing the induction programme.
Futhermore it is equally important to combine the social aspects to the induction
programme methodology, corporate policies, and induction goals. Through this, the
induction programme has potential to be succesful.
92 Induction – a strategic tool?
Theory of this thesis consists of three concepts: mentoring, orientation and
onboarding. These were chosen after careful consideration and reflection on to
expectations, vision, mission, values and strategy of the commissioning company. This
chapter includes a discussion on if induction actually is a strategic tool.
2.1 Corporate strategy for achieving organizational talent
The purpose of human resources strategy is to make sure that organization has ta-
lented, capable people to take the company towards its strategy and goals (Thompsen
2009, 38). Thompsen suggests this to be crucial part of strategy both for the whole
company and for human resources. By understanding this, Thompsen states, company
improves its value for all key stakeholders: customer, organization, and employees
themselves (2009, 38). This is also a part of Metso’s strategy. Corporate vision Working
as One to be Number One clearly indicates this, signifying co-operation in all stakeholder
levels both internally and externally (Metso 2011a, 16-17).
Thompsen (2009, 38) divides the relationship between corporate strategy and human
resources strategy in five steps:
Determining human capital needs is one of the most important reasons why human re-
sources should be involved as a strategic partner. For example, organization can decide
their needs for human capital but are people capable of shifting the need into action.
The action takers on this level should include an evaluation of existing human capital
in the organization with primary focus on enhancing understanding of current situa-
tion. (Thompsen 2009, 38.)
Accurately assessing current organizational capabilities provides strategic advantage for deci-
sion making, and space for development given that it is planned carefully to measure
key factors, which could be, for example, employee contribution on organizational and
customer levels. This, according to Thompsen, also helps management to understand
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the development needs and gaps between corporate and HR strategies whilst they are
rebuilt. (Thompsen 2009, 39.)
Reconcile existing talent management, bench strength, and succession-planning processes allow man-
agement to work together with human resources on the actions the development needs
require and how gaps can be bridged. (Thompsen 2009, 39.)
Determining the most appropriate communication strategy is the key action before putting the
new human resources strategy in execution. Potential blindspots will be revealed by
both expected and unexpected outcomes of a plan to test the new strategy, as goal of
the plan is to enhance organizational and individual understanding of strategy outcome.
This relates to communication, which, according to Thompsen, if not clearly struc-
tured, can turn out to be an obstacle in implementation. (Thompsen 2009, 39.)
Clearly communicating the situation, intentions and plan will lead to comprehensive under-
standing and good results. This means that communication should, according to
Thompsen, include following attributes to achieve understanding in the organization:
status quo, purpose and strategies to be executed. (Thompsen 2009, 40.)
Metso ambitiously tries to utilize these steps by developing working environment so
that it is appealing to correct people working in correct positions, whilst making sure
they can grow and perform with their best competences. (Metso 2011a, 17.)
Strategy theories should also be included when structuring an employee induction pro-
gramme; this is also a goal of this thesis. There are several ways to link the strategy to
induction, most of which include some kind of step approach. One of these approach-
es will be presented in chapter 2.2, and another one in chapter 2.5.
2.2 Induction in HRM processes
Induction at its best can increase productivity, motivation, and commitment of the
employee. For a company, it can be considered as a competitive advantage as it may
decrease mistakes in the processes the new employees have part in, and build reputa-
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tion among potential employees. Even though introducing this kind of programme
may increase costs and have an influence on resources, it also decreases immediate
costs related to mistakes; quality of the work improves with process-knowledge, in-
built strategic thinking, and commitment. Hence, induction can be considered to a be
strategic value-adding human resources process. (Kjelin & Kuusisto 2009, 13, 20, 247.)
Similar approach to Kjelin and Kuusisto’s (2009, 231) one on strategic thinking is pre-
sented by Thompsen (2009, 66) in her seven-step-model for conducting employee
orientation:
Step 1: Linking each employee role to its corresponding strategic outcome means engaging em-
ployee expectations with company expectations already in the recruiting phase
(Thompsen 2009, 66).
Step 2: Establishing specific expectations for roles, responsibilities, and standards of performance
means enlightening the roles, duties, and performance expectations of the new em-
ployee, which supports building trust on him/herself in new working environment.
This requires a procedure of assessing the new employee performance, which also has
to be made clear to the employee in order to get best possible results and to avoid con-
flict. This can be done by, e.g. reflecting to induction programme status and perfor-
mance in the assigned role. (Thompsen 2009, 66.)
Step 3: Demonstrating the employee value proposition, being “the lifeblood of any successful
on-boarding process” (Thompsen 2009, 67), might be one of key decision making as-
pect for new employee, why he/she decided to join the organization in the first place.
If this can be delivered by the organization, the employee will most likely give long-
term value for it.
Step 4: Equipping new employees with essential knowledge about the organization, its customers, and
its partners means that tools have to be given to the new employee in order for them to
be able to find success within the organization, customers, and partners to achieve
their full potential. (Thompsen 2009, 67)
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Step 5: Connecting new hires to people from whom they can learn is crucial for new employee
regardless of the position they are hired to. Thompsen states that role of an assigned
mentor with experience of same or similar position has a huge impact to new em-
ployee’s performance, given that the mentor works supportively providing facts of dai-
ly duties, expectations, practical pointers, and how to encounter them. This usually
provides tools for organizational problem solving learning becomes faster and easier,
and the mentor has the possibility to communicate with both the mentee and the man-
agement about the professional development of the mentee. In addition, the mentee’s
potential to deliver something new talent- and knowledge wise for the company will be
better communicated within the organization. (Thompsen 2009, 68.)
Step 6: Providing network maps of people for new employee is important both socially and
professionally. Tools for this are, for example, face-to-face meetings and introductions
within the organization or a provided source of information, such as company phone-
book or intranet. This way the company provides a network map, as Thompsen (2009,
69) says, for employee to create his/her own map.
Step 7: Facilitating a learning environment in which employees can feel comfortable supports not
only the new employee’s learning but should be provided for the whole organization
regardless of the position or experience. Learning becomes comfortable when it is faci-
litated comfortably and the learner feels comfortable; this maximizes the learning expe-
rience and learning comes automatically. Yet, as the employee can be overwhelmed by
information and too casual orientation, some space for self-study should be left in the
induction programme. (Thompsen 2009, 69)
These aspects by Thompsen (2009, 64-69) support employee well-being at work, but
also increase commitment, as will be presented more closely by other induction related
theories from chapter 2.4 onward.
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2.3 Legal framework in employee induction
Induction is regulated by legislation. In Finnish legislation, Occupational Safety and
Health act (738/2002) obliges employer to provide sufficient employee induction to
tasks and duties, methods to perform them, and the tools to be used. Equally impor-
tant is induction to safe work procedures and methods to ensure both safety and
health of employees. These can be included in the induction plan by, for example, at-
taching a safety guide and an evacuation plan to the induction material. Supplementary
trainings for the whole organization should be given whenever rules, regulations, poli-
cies, or practices change. (Penttinen & Mäntynen 2009, 2.)
Induction planning, execution, and supervision responsibility is with the organizations’
management and the employees’ closest supervisor. As in most companies, this can be
outsourced and/or delegated to manager’s subordinates/business partners, partially or
entirely. Nevertheless, responsibility cannot be delegated or outsourced, but stays with
the organization’s management and employee’s closest supervisor. (Penttinen &
Mäntynen 2009, 2.)
Companies are also obligated to have an occupational health and safety board to moni-
tor that organization obeys corresponding legislation and takes actively part in keeping
the work environment healthy and safe. The board can include work safety representa-
tive, members from occupational health care services and human resources depart-
ment. Including materials, trainings and information provided by this board to induc-
tion planning and execution is highly recommended. (Penttinen & Mäntynen 2009, 2.)
Furthermore, Employment Contracts Act (55/2001) states clear obligation for compa-
nies towards its employees in Chapter 2, Section 1 as follows:
The employer shall in all respects work to improve employer/employee relations and
relations among the employees. The employer shall ensure that employees are able to
carry out their work even when the enterprise's operations, the work to be carried out
or the work methods are changed or developed. The employer shall strive to further the
employees’ opportunities to develop themselves according to their abilities so that they
can advance in their careers. (Employment Contracts Act 55/2001.)
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However, Kupias and Peltola note that these are been neglected partially or even fully
in many cases due to workload, employee absences and other organizational problems.
To avoid these situations, induction should be a standard process in organizations, so
that fulfillment of legislative regulations is ensured (2009, 21).
2.4 Benefits of induction
Lepistö (2004) presents benefits of induction for three main stakeholders: new recruit,
supervisor and employer. New employee benefits from e.g. reduced insecurity and
tentions caused by it, smoother start in the new position, capabilities and expertice
becoming more visible and finally, development of professionalism and work-based
learning becomes easier and faster. For supervisor, the benefits start with learning to
know the new recruit better and faster, which helps in solving work-related problems
easier and faster, and also builds a good basis for team spirit and co-operation.
Employer benefits show e.g. in results and quality of work, attitude and pride towards
employer and work becoming positive, reduced absences and employee turnover, and
finally, giving better company image. (Lepistö 2004, 56-57.)
Induction is an important part of personnel development according to Penttinen and
Mäntynen (2009, 2) – an investement to organization’s future. Benefits are similar to
the ones presented by Lepistö (2004, 56-57) and introduced in the previous paragraph.
In addition to Lepistö’s theory, Penttinen and Mäntynen present the customer to also
benefit from professional customer service when employee experiences to be in
control of his duties, and in a familiar working environment. This also diminishes the
psychological work load significantly. (Penttinen & Mäntynen 2009, 2.)
2.5 The process of learning
Person’s perception of learning new things is individual. Therefore, it is important for
new employee to also have a perception of his/her own learning: how one absorbs
new information, how it can be applied, how it can be developed and what can be con-
tributed in return. (Kupias & Peltola 2009, 114.)
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Tynjälä (1999, in Kupias & Peltola 2009, 114) defines six conceptions of learning,
which develop in their segments or, in best cases, change according to the situation and
the goals of the training. These two segments – repetitive activities and changes or de-
velopment in learner’s way of thinking or acting – usually also dictate the person’s per-
ception of learning in the following way:
1. Repetitive activities – applying gained information
- Information increases
- Remembering issues and being capable of repeating them when needed
- Being able to apply issues
2. Changes or development in learners way of thinking or acting – insightful
knowhow of understanding gained information
- Understanding issues
- Way of thinking changes, seeing an issue in a new way
- Changing as a person
Furthermore, Kupias (2007, in Kupias & Peltola 2009, 114) roughly divides learning in
three categories: repetitive learning, understanding learning and creative learning. With
repetitive learning Kupias means situations where, after a learning session, it is assumed
that individual will know random part or parts of the matter taught, but is unable to
create a holistic picture of the matter. Hence, repetition of matter will be needed. With
understanding learning she means a stage of learning, with a goal of individual understand-
ing on the matter taught, and where the learner is able to apply gained information
even if some particulars were left out of the learning session. With creative learning, the
goal is to create a dialogical surrounding for learning, for all parties involved. It re-
quires tendency for critical thinking and self-evaluation from the learner but using this
method, new perspectives can be found for the matter in hand. (Kupias 2007, in Ku-
pias & Peltola 2009, 114.)
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Adult, experienced employee, differs from a young, unexperienced employee, in many
aspects. Main aspect can be said to be the inner model, which regulates, together with
our general learning perceptions, our learning, applying and adapting information
(explained more closely in chapter 2.6). This also influences how learning should be
conducted, wheather it considers new IT-applications or a totally new position in the
organization. (Kupias & Peltola 2009, 116.)
When discussing how demographics should be taken into consideration when planning
trainings, should planners use more comprehensive theories. One approach to gain
understanding on this could be opening the meaning of cognitive learning, constructive
learning and experimential model (Lepistö 2004, 11-14).
Following descriptions of styles of learning are based on Lepistö (2004, 11-14):
Cognitive learning is based on psychology and has been a basic tool for developing
training and learning methods. It has three principles. Firstly, basic principle is to make
deep learning possible in order to really grasp matters to be learned. Learning process
starts with real-life problems, disputes or learning needs, learners prior knowledge and
experiences, which will set the direction; this serves as the second principle. Third
principle is to aim for perfect learning process to create a holistic picture of the matter
taught. Fulfilling these principles requires careful and diverse planning and execution.
Key theorists are e.g. Ulric Neisser, Noam Chomsky and also Jean Piaget. (Lepistö
2004, 12.)
Constructive learning bases on differentiating roles and responsibilities of learner,
instructor, learning process and outcome. It strives strength for self-evaluation on
learning and discussion between prior learning experiences and knowledge; focus
transfers from instructor or teacher to the learner itself. Learning is very context
related, which can make the discussion difficult but not impossible. Hence, it should
also be facilitated when applying this methodology. Other focuspoints are, for
example,  importance of social interaction and one can learn, how to learn. Key
theorists are e.g. Jean Piaget, Maria Montessori and Edgar Morin. (Lepistö 2004, 13.)
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Experimental learning builds on personal experiences in four different spins: learning by
feeling, learning by watching and listening, learning by thinking and learning by doing.
Learning process usually starts with personal experience – feeling –, leading to
reflecting information by sharing and analysing precieved information – watching and
listening. Then the learner is forced into learning situations opening theoretical
framework; aim is to find a link between theory and practice/experience – thinking.
Lastly learner completes the learning experience by using the new information analyzed
and learned throughout the process – doing. Key theorists are e.g. David A. Kolb,
John Dewey and Rudolf Steiner. (Lepistö 2004, 14.)
2.6 Conceptual theories for an induction programme
This chapter concentrates on presenting the theory framework for in reflection to the
induction programme prepared in this thesis. As such, it is important to understand,
how the concepts vary from each other whilst supporting each other. Main concepts
chosen were mentoring, onboarding, and orientation. By combining with these three
concepts, we can build a programme under the concept of induction. Hence, it is im-
portant to see the differences and similarities to get the best of all concepts.
2.6.1 Framework for induction
There are several concepts in HRM, which could have been used for this purpose,
such as orientation, onboarding, familiarization, and so forth. However, word induction
(in Finnish perehdyttäminen) is used as a basis for the programme, and its content and
structure.
Metso Corporation will release a new orientation process on global level, using the
concept of onboarding (Koivisto 2011). As this concept is quite new in Finnish business
sphere, it raises interest on how this could be implemented on departmental level.
However, implementing the onboarding scheme has been postponed for the time be-
ing. Secondly, Metso is currently using different methods and variations of orientation in
different parts of their organization as well as mentoring with mentoring programmes.
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As the future trend in Metso Corporation is towards onboarding, an approach combin-
ing three different aspects will make transfer from this model to a more onboarding
oriented one easier. Concept topics will be implemented as presented in chapter 1.5
and in Figure 2.
As stated earlier, Metso Corporation is shifting more towards onboarding, which
makes it sensible to have the transfer included also in this induction model. The idea is
to create two new concepts of mentoring – dividing social and technical mentoring –
and through that, support new recruits’ socialization and form a basis for commitment
and career at Metso but also to mitigate both mentor’s and supervisor’s time
management.
Metso’s recruiting policy (2010) states that each new employee shall have an orienta-
tion programme, which should cover all aspects with importance to the job, e.g. tasks,
occupational health and safety policies and general principles of the organization and
company. In addition, annual performance review targets should be drawn for each
new employee within six months of them starting in the position. Also, it is recom-
mended to set a mentor to ease the orientation/adaptation to the new working envi-
ronment. (Metso 2010.)
2.6.2 Mentoring
Mentoring is a process, through which an individual can develop in managing his or
her own work and self-knowledge, as well as clarify one’s professional identity. Even
though the mentoring concept is more applied to specialists promoted to supervisory
or management position, it can also be used for employee induction, as long as it
serves a clear purpose or has the nature of duties. (Kjelin & Kuusisto 2003, 228.)
Kjelin and Kuusisto (2003) also present that a key principle of mentoring, in addition
to those presented in the previous paragraph, is learning from a more experienced
peer. A mentor has gained a highly valued status based on his or her capabilities and
knowledge, even though he or she may have an equal status to the mentee in the or-
ganization. In general, mentoring is a long-lasting relationship from one up to three
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years (2003, 228). However, Kupias and Peltola (2009) state that mentoring programs
may differentiate depending on the organization. Some organizations, more concerned
on heavy age structure and retirement, are developing programs to transfer the silent
knowledge from potential retirees to maintain organization’s strength in the future. In
some organizations, mentoring is used also in the induction process, or as a support
function to induction (Kupias & Peltola 2009, 150).
Key of mentoring is in the relationship of the mentor and the mentee, especially the
interaction between them. Kupias and Peltola (2009, 141) present several steering me-
thods in mentoring (Figure 4) with three roles of mentor: expert, peer, and non-sage.
Expert can mentor with ease with gained knowhow. Peers mentor with equal and open
discussion, giving the mentee room to develop and give solutions to problems; often
referred as dialogical mentoring. This offers learning opportunities for the mentor as
well. The role of non-sage mentor usually includes analyzing everything the mentee
offers and turning it down pushing the mentor’s own solutions. Hence, it is said to be
the most difficult role as developing a truly open and discussing relationship is not
possible.
Figure 4. Positions and interaction relations of Expert, Peer and Non-sage (Modified
from Kupias & Peltola 2009, 141.)
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An important aspect is to recognize that mentoring is not tutoring. Tutoring is guiding
the learning process whereas mentoring means creating links and synergy between the
learning and mentee’s own duties both individually and organizationally. (Kupias &
Peltola 2009, 141.)
2.6.3 Onboarding
Orientation as a concept is retrospective of all other induction models and approaches
presented until this day; meltingpot of employee entry related concepts. Only just
recently onboarding has “span off” from less emphasized aspects of orientation – such
as socialization. A key aspect in orientation is that one will be introduced and trained to
do one’s job as well as possible in a technical sense, meaning that one knows, how to
utilize the tools given. However, we can state that working is much more than just
technical execution day in, day out. It is also a social event with one’s co-workers, and
more importantly with ones customers. This is where onboarding as a concept more
concentrates on, even thoughthis cultural initiation is something that business
environment with its only purpose of performance, is rarely invested in (Stein &
Christiansen 2010, 1-3).
Onboarding is a relatively new concept in global business and therefore there are not
many studies nor theory books written on the subject. However, one of the most
appreciated pair of authors and theoreticians of onboarding, Mark A. Stein and Lilith
Christiansen, present in their book Successful Onboarding (2010), a comprehensive
view on the topic. Onboarding, according to Onboarding MarginTM (2012), a website
of Stein and Christiansen’s book, is “a collective experience that new hires and their
managers have in their entire course of their first year of employment.”  Furthermore
they present that person’s experience dictates their future behaviour, productivity,
potential and decision making on their journey profiting the company. (Onboarding
MarginTM 2012.)
One concept presented by Lepistö (2004) is that of inner model. In this concept,
Lepistö states that “all people activity is guided by inner models” (2004, 57) which are
built through how people interpret the surrounding world and status based on their
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personal experience on physical and social world. Taking this into account, we can say
that socializing is crucial for successful induction process of a new recruit. This also
supports the onboarding concept.
A concept of Onboarding Margin™ is introduced by Stein and Christiansen (2010, 22,
67). The concept takes into account the current, hidden value of the company which
revealed onboarding the new recruit, and thus achieving his/her full potential; in other
words when onboarding the individual returns value to the organization and company.
This model includes four content pillars, which are interrelated to the person’s ability
to make the organization his/her own. These pillars are cultural mastery, interpersonal
network development, early career support and strategy immersion and direction.
These areas develop in four different steps, which are preparing, orienting, integrating
and exceling (Figure 5.).
Figure 5. Onboarding Margin: A systemic model (Modified from Stein & Chirstiansen
2010, 67.)
At each step of each pillar, we can ask questions related to the induction and how it
can be conducted – in other words, which basic questions should be answered at each
step. At first two steps – prepare and orient – the questions are about the common
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interest and the company whereas the last two steps are towards the inductee’s own
interest and development.
Two of the pillars – strategy immersion and direction, and early carreer support – are
also known as power levers (Stein & Chirstiansen 2010, 65) increasing especially the
productivity and cultivating fervent and enduring commitment to the organization.
The questions at each step will operate as a reflection point for the research results
from the survey. This approach is then used to build a comprehensive and solid
induction programme. First the four pillars (Stein & Chirstiansen 2010, 64) are
explained in the next paragraphs.
Cultural mastery means mastering both the organizational culture, which is most relevant
to onboarding, but also the national, religious and personal cultures, for example.
Cultural induction is rarley used in the business environment, which often is concerned
only about performance, thus lacking understanding of the value of cultural
performance. Moreover, many managers assume cultural commencement to happen
naturally, without any facilitation. These problems can be counterd by having
orientation programs to maximize essential knowledge on organizational culture
structure. (Stein & Chirstiansen 2010, 64.)
Interpersonal network development concentrates on developing connections and networks
among people throughout the organization. By this, Stein and Christiansen mean that
employees will fit better to the organization as a whole, acquire perceptions, create own
paths to knowledge and resources, even outside office hours. By including this type of
social aspect to orientation, the company may add considerable value in the eyes of the
employees. (Stein & Christiansen 2010, 65.)
Early career support is first of the so called power levers, increasing especially the
productivity and cultivating fervent and enduring commitment to the organization.
This is an important factor when building solid and constantly progressing career
paths, which can be offered by the organization but only if the personal development
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of the employee is supported. Equally important is promoting the career possibilities
within the company; to make sure that possibilities are made available and known by
the new employee, who makes comparison of these possibilites to their personal
aspirations from the first day at the office. (Stein & Chirstiansen 2010, 65.)
Strategy immersion and direction is the second of the power levers, increasing the
appreciation and acknowledgment of importance of the job in the eyes of the new
employee; knowing ones place in the organization and influence on the entity is
important. The employee should be introduced to the subjects of what, why and where
to gain comprehensive view of the organization’s purpose and goals. This helps the
employee set his/her own targets and goals – how the employee creates success for the
company with his/her work. (Stein & Chirstiansen 2010, 65-66.)
Onboarding is a tool for organizations to fully benefit of their employees through
committing them and supporting their growth process in the beginning of their careers
despite their position in the organization. Basically, onboarding can be said to benefit
from the person’s inner model and from combining that with the business strategies of
the organization. (Stein & Christiansen 2010, 64-67.)
2.6.4 Orientation
Orientation is teaching, coaching and guiding related to the actual work. Through
orientation, the new recruit achieves knowledge on how to do the work correctly and
the procedures related to his/her tasks. (Viitala 2003, 259.)
The differences between orientation and onboarding are analyzed in several publica-
tions and leaflets. These publications (Hampel & Lamont 2011, 3-4; Lamont 2008;
South Carolina Budget and Control Board 2012, 2) have relatively similar conclusions
of the differences.
Orientation is described as a one-way introduction to the company strategy, organiza-
tion structure, mission, vision, and procedures. In addition, orientation concentrates on
the red tape and paper work handled by the human resources department; it has been
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made to an episode to which the new employee has very little say as typically orienta-
tion is a lecture-like event for all new employees. Usually this approach leaves the new
employee with an inexperienced feeling. However, it can be used as an efficient way to
present the onboarding programme through which the new employee will learn more
about the practicalities in the organization.
Orientation can also be used in a wider prospect, for example to describe a programme
used to get the new employee inducted to the organization. This kind of programmes
come in all shapes and sizes but below one example by Lawson (2002, 18) elements of
orientation is introduced.
The purpose and objectives of an orientation program has to be set clearly and so that everyone
in the organization are on the same page – especially the new employee and supervisor.
Hence the importance of answering to correct questions from the company point of
view, such as “Why do we need an orientation programme”, becomes valid. (Lawson
2002, 18.)
The importance of orientation and its effects on performance and turnover should also be covered
both from the company and employee perspective. Setting common goals to learning
and results, and clearly orienting the employee to see his/her position supports per-
formance and turnover in the long run. (Lawson 2002, 18.)
The supervisor’s or manager’s role is important in facilitating and organizing the orientation
process. Also, planning the programme is equally, if not more, important along other
tasks to be accomplished before the new employee’s first day. During the orientation
phase, all members doing orientation should have a clear picture of the responsibilities
and how these are divided within the organization. (Lawson 2002, 18.)
The benefits of proper orientation for the employee, the supervisor and the company should be in-
cluded to any orientation programme. Well-oriented employee is simply more produc-
tive and efficient. This reasons the benefits for all stakeholders despite that the pro-
gramme may be time or resource consuming. (Lawson 2002, 18.)
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Checklists and manuals to help guide managers and supervisors through orientation process should
be prepared together with human resources. If the organization, where the new em-
ployee is coming, has special needs, those can be included in the manuals, in form of
checklists etc. (Lawson 2002, 18.)
Follow-up procedures on a completed orientation are equally important to the actual pro-
gramme. Through review sessions and discussions, programmes and employees can be
further developed in their career. (Lawson 2002, 18.)
The results vary not depending on which approach one uses, but how the organization
understands orientation. At its best, it is a comprehensive package making people un-
derstand common goals, personal achievements, learning, and strategies, increasing
turnover with the results measured and analyzed in review sessions forming a conti-
nuum of success. At its worst, as also pointed out in chapter 2.3, it can retreat the new
employee further away from the strategy, goals, mission – the company – and make
him/her feel uncomfortable and unwelcome in the organization with nothing to offer.
(Kupias & Peltola 2009, 21; Stein & Christiansen 2010, 2.)
2.7 Strategically planned induction programme delivers value
As stated earlier, strategy has to be kept in mind when developing an induction pro-
gramme. Approaches such as the seven-step model by Thompsen (2009) presented in
chapter 2.2, which highlight simple and practical options are easily adaptable for the
induction programme designed in this thesis. The aim of this combination is to serve
the corporate strategy with, for example, creating better employer image for those will-
ing to work for the company.
As legislation also obliges the employer to provide this kind of service for the new em-
ployee, it should have weight on the depth to which the induction programme is de-
signed. This can be done, for example, by training the new employee to corporate safe-
ty instructions, which will also be a part of this induction programme.
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Adaptability of the induction programme is an issue of maximizing time and cost-
efficiency. Hence, the induction programme should take into account the new em-
ployee’s learning capabilities and speed, and be ductile according to how the learning
proceeds, and the scenario of something happening time wise to the trainings. This
flexibility of induction programme benefits both the new employee and the employer.
All in all, the induction programme should be adapted to each and every company and
its functions, departments, and teams individually. Moreover, it should be adaptable to
each new employee according to his or her prior work experience. These aspects
should be kept in mind in programme building phase.
For this induction programme, the theories of mentoring, onboarding, and orientation
are used to serve the purpose of Metso Automation best. As described in chapter 2.6.1,
Metso Corporation is transferring to an onboarding-oriented model in induction. Even
though the process is not active at Metso Automation yet, at least Day-to-Day Busi-
ness Support’s Customer Order Management is prepared for the change with this in-
duction programme, and can therefore save time when, and if, the onboarding is trans-
ferred to on the operational level by human resources management of Metso Corpora-
tion.
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3 Survey of prior induction experiences at Metso Automation
CO Management at Metso Automation has not had an induction programme as such.
Hence, it is important to understand the employee experiences so far in order to find
out most critical points required from the programme. To acquire knowledge on this, a
survey was conducted electronically amongst the CO Management members. In addi-
tion, changes in the organization have usually been welcomed with varying degrees of
gratitude. The aim of this survey is to visualize the changes, see the attitudes towards
this type of change providing support for all employees in the CO Management, and to
pinpoint the importance of the change by understanding the history and various expe-
riences on employee induction. Moreover, as the survey’s purpose is to primarily eva-
luate, if there really is need for and interest towards this kind of programme among the
employees, and through that provide value for the induction programme itself, it is
reasonable to conduct the research as quantitative research to specified target group.
Currently, the CO Management has 12 full-time employees and four part-time em-
ployees, as well as four Customer Order Receiving team members, supervised by one
supervisor. Four of these employees are so called partner employees from subcontract-
ing agencies. This survey concentrated on these 16 full-time employees, regardless of
their actual employer, in order to maintain the survey demographic as clear and simple
as possible. Survey form and cover letter were in Finnish.
3.1 Research problem
Research problem for this survey is How can an induction programme be implemented efficiently
to create commitment in a new employee at Customer Order Management of Metso Automation? The
question has been segmented into survey objectives and further down to themes, as we
can see from Table 1 in chapter 3.4 and Figure 6 in chapter 3.5.
3.2 Survey design and objectives
The information needed concentrates on the history of induction in the organization
where the programme is built. On a more specific level, the objectives of the survey are
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to achieve knowledge and build understanding on what kind of previous experiences
on induction the employees have had, what kind of needs they would have had from
the induction they have received, how well they understand the organization and their
position in the organization, and what in the level of interest in social mentoring. Natu-
rally, some background information was also gathered.
The questions were designed in a concrete, effective, and a clear way in order to make
sure that questions may be used to reflect responses between each other and through
all the questions. Time spent for answering the survey was approximately 7-10 minutes.
The survey and its cover letter in Finnish and translated version in English are found
as an appendix (Attachment 3 and 4) of this thesis.
3.3 Data collection
The survey was designed, and survey data collected with Webropol survey tool. A per-
sonnel representative of Metso Automation tested the survey beforehand. Based on
the feedback received from the tester, academic advisors, and the company advisor, the
survey form was finalized. The survey was open was from March 12th to March 19th,
2012. Sample size was 16 persons and the response rate was 75 per cent. The gender of
the respondents was not asked nor reported, as it would have endangered the anonym-
ity of the respondents.
3.4 The survey and question analysis
Table 1 envisages survey structure by segmentation, theme and the related questions.
The benchmarking analysis of the results is done by referring to Figure 6 in chapter
3.5.
The survey has five segments and six themes, including altogether 13 questions. There
is also 14th question, which collects feedback for the survey, and is analyzed separately
in chapter 4. With these six segments, the aim was to find the answer to the research
problem and add value to the development of the induction programme.
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Table 1. Survey structure with segmentation, theme division and question
segmentation
Segmentation Theme Questions
Organization workforce age
and structure
Employee background
and demography
Q1, Q2, Q3
Employee position
in the organization
Q4, Q12
Attitude towards
a new employee
New employee entering
the organization
Q5, Q6
Attitude towards tasks
in job description
Employees’ organizational
self-reflection
Q1, Q4, Q9, Q5
How mentoring is known
in the organization?
Knowledge of mentoring,
interest in mentoring
Q7, Q8
How orientation is currently
understood and applied
in the organization?
Employee experiences,
meaningfulness of orientation
Q9, Q10, Q11,
Q12, Q13
3.5 Methods of analysis
Analysis includes a direct, descriptive analysis of the results. With this kind of data, we
can create a learning profile for induction; how has the induction been conducted in
the organization earlier. In addition, analysis reflects dependencies between the ques-
tions with e.g. examples of open responses and graphs. Moreover, the analysis searches
answers for questions presented in Figure 6 below – modified from similar figure pre-
sented in chapter 2.6.3.
The analysis focuses on which of the 16 questions presented in the picture can be uti-
lized in practice, and how this creates value for the inductee, mentors, supervisor, other
team members, department, and the whole organization in the end. Due to the sample
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size and the amount of responses, data is mainly presented in a written form, as pre-
senting the information in percentage would compromise anonymity.
Figure 6. Themes and survey objectives scheme for result analysis
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4 Induction experiences reflect satisfaction
The main purpose of the survey conducted was to research what kind of experiences
the employees of the CO Management have had prior to this induction programme.
This chapter will discuss the results in reference to the survey thematics and research
objectives, which reflect to onboarding margin stages, and the programme to be im-
plemented.
4.1 Employee background and demography
Employee background and demographics were studied with three basic questions
mainly related to the age, experience of the company and the experience of current
position. Some 25 % of respondents are 40-49 years and 33 % of respondents 50-59
years old, so CO Management can be interpreted as an aging organization. Further-
more, 83,3 % of the employees over 40 years old have worked in the company for over
12 years, and half have had their current duties for over 12 months. This means that
they have an extensive experience of the company and could provide value to social
mentoring and support learning of the matters falling into the duties of technical men-
tor.
An interesting matter is that the employees of 20-39 years of age have been working
maximum of three years at Metso Corporation and 75 % of them have had their cur-
rent duties for less than 12 months. This directly relates to employee turnover in the
surveyed organization. According to Eschner (2012) and Hyvärinen (2012), the turn-
over has been quite substantial in the past four years, as we can also see from Table 2
below, where comparison with current situation is made. This naturally influenced in-
duction practicalities, which are now being developed by creating this induction pro-
gramme. The experiences related to induction are discussed further in chapter 4.6.
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Table 2. Employee turnover rate based on organization charts, including partner em-
ployees (Eschner 2012; Hyvärinen 2012)
Year Total amount
of employees
Employees
stayed in or-
ganization
Turnover rate
compared to
following year
Turnover
rate com-
pared to 2012
2008 15 10 33,33 % 53,33 %
2009* 9 9 N/A* 33,33 %
2010 12 7 N/A 42 %
* Personnel negotiations in 2009, effects and position changes excluded
4.2 Employee position in the organization
Employees’ position in and knowledge of the organization was studied in three seg-
ments: personal knowledge, collegial knowledge and organizational knowledge. Each
of the segments had three to six attributes to evaluate on a five step Likert scale rang-
ing from very well to very poorly.
Approximately 90 % of the respondents experienced that they are very well or well
aware of their position, duties and meaning for the organization. This can be inter-
preted to be an extremely good result and reflects the knowledge of the duties gained
originally through induction and later through personal work experiences. An interest-
ing insight can be found in the third attribute; four out of twelve respondents felt
somewhat lacking in the level of interpersonal networks, whereas three of the respon-
dents experienced that they have the interpersonal networks required to perform well
in their position and duties.
When reflecting these results to question 12 about job and/or duty description changes
during their induction, 83 % respondents felt that the job description was clearly stipu-
lated and assigned. However, the remaining 17 % had experienced changes even if the
position was clear at first. This shows that it would have been useful to acquire re-
search data on how the induction has supported the building of a comprehensive un-
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derstanding of the position, duties and the meaning of the employee to the organiza-
tion.
The purpose of studying collegial knowledge and organizational knowledge in this sur-
vey was to envisage the need for strategy immersion training. This gives additional
value for employee’s work. Through this, the employee can synergize commitment,
build interpersonal networks, and thus support his or her career development.
When evaluating collegial knowledge, the focus is on people with whom the respon-
dents interact on a daily basis. They are, for example, nearest colleagues and the direct
supervisor. Almost all respondents evaluated to know these persons very well or well.
Then again, when evaluating knowing the employees and supervisors throughout the
whole department, the level of knowledge diminishes to that of well to moderate. Poor
knowledge was not reported at all in these attributes. However, when moving to unit
level evaluation, both employees and supervisors were regarded as moderately known,
but 17 % of respondents gave answers scattering to poor knowledge level.
The organizational level research results can be considered controversial, especially
when analyzing the organization structure, which was altered in the company just three
months before conducting this research (Metso 2012a). It has been, by empirical in-
formation, criticized for not being communicated clearly to employees, as well as of its
complex structure. Still, research shows that 83 % of respondents consider that they
have good or moderate knowledge of the organization structure. One matter where
Metso Automation can be considered successful is transferring the purpose of and
functions in the company to employees. All respondents agreed to the purpose being
clear on a good or moderate level. Naturally, this is respondents’ interpretation of the
matter were this to be evaluated at a more comprehensive level, results might vary or
even diminish to poor level.
4.3 New employee entering the organization
Under this theme, the analysis focuses more on experiences of the new employee en-
tering the organization. In this context, organization refers to the CO Management, at
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which the induction programme is aimed. The survey questions focus on reflecting
personal feelings towards the new employee, the level of motivation the existing em-
ployees commit, and if they are willing to participate in social mentoring.
Respondents indicated clearly that they have high or relatively high interest in support-
ing new employee’s induction phase and making him or her feel welcome in the or-
ganization. Alongside, they also feel that they have high, relatively high or moderate
interest in motivating new employee to integrate him- or herself to the team. As re-
spondents were asked to openly describe the feelings that a new employee raises in
them, feelings were mainly positive. In addition, respondents consider new employees
to bring new points-of-view to the job, provide information and learning to the team.
Also the pervious points of integration and interaction collected similar answers.
When asked of their personal feelings towards a new employee starting in the organiza-
tion, 25 % of the respondents evaluate that their quality of work would be somewhat
or relatively much negatively influenced. In the same context, some 66 % of respon-
dents estimate that their workload would increase and they would need to serve as
babysitters for newcomers. This, however, has to be considered as a temporary aspect
since inducting new employees aim at independence at work thus deviating the work-
load in the end. The respondents made same notices about the new employee increas-
ing the replacement capacity during vacation periods, and about workload being more
equally divided.
Other valuable notices in this theme were the respondents’ inexistent fear of losing
their job due to new employee. Similar results were found from the influence of high
employee turnover rate to workload and motivation.
4.4 Employees’ organizational self-reflection
As discussed in chapter 4.2 about the personal, collegial and organizational knowledge,
the respondents have a clear view on what is expected of them and why. Reflecting this
further, and evaluating it against challenges that respondents experience in their duties,
can a clear pattern be seen.
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In question nine, respondents were asked to describe openly the challenges in daily
duties. For analysis purposes, these challenges can be divided to two categories: critical
and semi-critical. One of the most critical challenges is communication, as we can see
from the diagram below (Figure 7).
Figure 7. Challenges experienced at work compared with age structure (n=12)
The results may reflect something of the company culture, yet being a matter most
dependent on the individual – the employee him- or herself. This usually envisages the
inner model of a person, which develops with age. Equally interesting is the fact that
respondents from 20-29 years old did not experience communication to be a problem,
and only some 33 % of the 30-39 year old respondents considered it as a problem.
Even though respondents consider themselves open, supportive and motivational as
analyzed in chapter 4.3, yet it is openness that influences how communication happens.
From organizational point-of-view, communication has been recognized as a problem.
Related to that, also the amount and quality of information provided is criticized by the
respondents. Hence, information is one of the critical challenges.
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As we can see from Figure 7, employees also experience that they have issues with time
management. This critical challenge is mutual to all age groups mainly focusing on the
more experienced and employees over 40 years old. This can also be influenced by the
inner model of a person but even more by how employees are supported to perform in
their duties. Understanding own duties in the organization in comparison to the en-
countered challenge does have some dependencies as well but has not got a significant
meaning, as we can see from Figure 8 below. Furthermore, the respondent with mod-
erate experience on time management, may also have issue of understanding his or her
duties.
Figure 8. Understanding own duties in the organization compared to challenges experi-
enced in work (n=11)
Collaboration as a challenge has a significance in how the respondents experience that
they can perform in their duties. Figure 9 below envisages that some 50 % of respon-
dents, who experience having moderate networks, feel that they also have problems
with collaboration. Alongside, it is interesting to see that respondents experiencing
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possessing good or very good networks, still have challenges in all of the four challeng-
ing sectors, especially in time management and information related issues.
Figure 9. Interpersonal networks compared to challenges experienced in work (n=12)
Through interpretation of these results, we can assume that the organization has clearly
explained what is expected from their employees but lacks the tools, capability and/or
knowledge to manage or facilitate their success in what is expected. If employees were
supported to communicate, share information more openly and through that collabo-
rate, they could be able to manage their time better. This leads to better performance,
enhanced job satisfaction and a more committed workforce.
4.5 Knowledge of and interest in mentoring
Mentoring as a concept is familiar to the respondents. Even so, three out of four re-
spondents replied that they possess information of it only moderately or relatively little.
The concept was explained to the respondents in the survey cover letter to ensure the
quality of answers. In this context, respondents were expected to analyze their knowl-
edge of mentoring using prior knowledge and the cover letter explanation.
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As the survey was conducted with an approach of treating all respondents as potential
social mentors, it is not surprising that social factors rise to be most interesting among
the respondents in general. Additionally the respondents were interested in basic tech-
nical mentoring, which relates more to such daily duties as the email system for exam-
ple.
Based on the survey results we can conclude that interest towards social mentoring is
high among the respondents. In addition, social factors are considered most important
in mentoring when reflecting to the explanation of mentoring in the survey cover let-
ter. This relates closely to the induction programme building and backs up the proposi-
tion that dividing tasks to social and technical enhances the experience for the new
employee as they can start creating the interpersonal networks. Furthermore, we can
say that the results support the four research objectives stated in Figure 6 in chapter
3.5, especially the ones related to cultural mastery, early career support and, as men-
tioned already, the interpersonal network development.
4.6 Employee experiences and meaningfulness of induction
Moving to employee experiences and meaningfulness of induction among respondents,
the main conclusions can be drawn from satisfaction with induction. This, compared
to the evaluation on induction in the past provides some interesting relations, as shown
in Figure 10 below.
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Figure 10. Experiences of learning and adaptation through induction compared to sat-
isfaction with the induction received (n=12)
Respondents have had inductions, which are not comparable between each other; this
becomes clear in the open response analysis, which is segmented to negative and posi-
tive issues. Even though the results envisage that deviation has been equal among dif-
ferent demographic groups, the real experiences become visible, when the variables are
compared to age. Figure 11 below shows that the younger the employee, the better
learning and adaptation experiences they have had through induction.
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Figure 11. Experiences of learning and adaptation through induction compared to re-
spondents age (n=12)
This result can be verified also by comparing the issues to the  work experience in the
respondents’ current position. The longer the respondent has held their position; the
more negative were the comments about learning and adaptation. This can mean sev-
eral things, such as bad management practices, low job satisfaction, unsuitable amount
of workload etc. However, we can say that methods of learning, constantly changing
organization and tools for may have also caused this kind of results.
Based on the results and the comments received on the induction programme devel-
opment, there might be a need for current employees to go through the induction pro-
gramme again to enhance their own capabilities, and support their career and sustain-
able work management.
4.7 Summary of the results: Delivering value for the induction programme
Generally, the conducted survey provided valuable aspects for the induction pro-
gramme. For example, based on the survey results, the employees can claim their posi-
tion in the organization by creating their own interpersonal networks. This helps them
understand their job description, and supports them with their duties and tasks, as
learned in chapter 4.2.
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The survey’s purpose was also to evaluate the respondents’ interest to operate as a so-
cial mentors. Based on the survey results, this role would be welcomed in their job de-
scription, which justifies its place in the programme. The respondents are willing to
support the new employee’s – inductee’s – integration to the organization. This has
significant value the new employee as and inductee in their journey to become a real
employee. This influences vicariously to how induction programme can diminish the
challenges in daily work, which based on the survey results were mainly related to time
management, collaboration, and communication.
Furthermore, employees have varied experiences of induction in the past. Especially
both negative and positive experiences at the same time – which can be said to be quite
normal in any training process – shows that the content and structure of induction
should be focused on more in the future. It may be that the balance can be changed by
considering this matter in the planning of the induction programme.
However, it must be said that some things cannot be changed when it comes to atti-
tude towards work. At its best, induction programme supports a positive attitude to-
wards work, which also influences the general atmosphere in the organization. For the
respondents, the negativity runs deep, but real development and opportunity to take
part in the induction programme as a socientor or a techentor may increase the satis-
faction and create unexpected value to work.
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5 People become employees with induction programme
Inducting people to their tasks and duties is important for Metso Automation. By using
induction programme in Customer Order Management, Metso Automation can in-
crease the value of its most important asset – people. At its best, it can create com-
mitment, development, passion and synergy to the organization, and decrease the em-
ployee turnover. The programme to reach these goals is described in this chapter.
5.1 Roles & Tasks
There are four key roles, which have their own duty description within the induction
programme. These role descriptions have been added to the job descriptions accor-
dingly which indicates support to utilization also from the department management.
The job description of a Sales Coordinator will also be explained separately as it has an
influence on the training leveling.
Socientor’s role is to make sure that the inductee is not left alone at any stage, espe-
cially in the beginning when all the processes, functions, and people are unfamiliar. The
socientor’s tasks include team socialization, team arrangements, functions in the pre-
mises, introducing the inductee to key personnel in different departments related to the
daily work, and holistic hands-on process trainings with e.g. order handling process
and it’s relation to manufacturing process. The socientor’s role is a part of the Sales
Coordinator’s duties in the organization. Socientor also supports the training for the
email system and other minor tasks related to ERP and sales systems. This helps with
the daily problems in an early career stage, and supports the learning process of the
mentee. The option of the Sales Coordinators becoming socientors, has been added to
their job descriptions on a general level. For those who have indicated willingness to
act as a socientor immediately, the role has been added to their personal job descrip-
tions. This means that it will also be one evaluation factor in the performance and de-
velopment reviews. He or she, together with the techentor and the supervisor, is also
responsible of building a feedback survey of the induction for the inductee. Additional-
ly, the socientor is responsible for conducting the survey and reporting the results.
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Techentor’s role is to make sure that the inductee is trained for all technical tools
needed in their tasks. Together with the socientor, he or she is also responsible for
making sure that the inductee shall not be left alone at any stage of the induction. The
techentor’s tasks include technical aspects, such as trainings in the ERP and sales sys-
tem as well as product information. Together with the supervisor, the techentor en-
sures that the inductee is able to perform in his or her position as well as possible.
Hence, the techentor has the most impact in the technical expertise of the inductee.
The techentor’s role is part of the department’s (System) Key User’s tasks, which also
include preparing, maintaining and updating the induction materials. As such, the tech-
entor is responsible for the induction programme content, structure and materials. He
or she, together with the supervisor and the socientor, is also responsible for building a
feedback survey of the induction for the inductee.
Supervisor has the overall responsibility of the induction programme. He or she is
responsible for the new employees being inducted to the organization, the induction
being prepared individually for each new employee, and monitoring the development
of both the induction programme and the inductee. He or she has also the responsibili-
ty to take part in, and enable or facilitate the necessary trainings, and ensure that the
assigned mentors have time to mentor the inductee. He or she, together with techentor
and socientor, is also responsible for building a feedback survey of the induction for
the inductee.
Inductee’s tasks are defined in the induction programme and in the job description of
the Sales Coordinator. Naturally, the inductee is expected to commit him/herself to
the process and to be responsible for self monitoring the process. In addition, the in-
ductee is responsible for updating his or her own training records (of the induction
programme) by using the excel sheet (Attachment 5). This record will be checked
weekly with the socientor, once with the supervisor during the induction programme,
and lastly in the induction review session with the socientor, techentor and the supervi-
sor. Once the sheet is completed, it will be uploaded to a database, where all training
records of employees are saved. The inductee is also responsible for giving feedback,
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both direct and through survey(s), of the induction programme and his or her devel-
opment.
5.2 The programme in practice
The induction programme contains a schedule and an induction content structure ex-
plaining which entities of the training should be handled on which date, for how long
and who is responsible for arranging each of the entities. These entities shall be re-
viewed next, in relation to the theory frame.
The programme is designed in such a manner that it allows adaptations on short no-
tice. This means that if any of the mentors, supervisors, or specialists encounters a
problem with their schedule even though a training session or a meeting is agreed, the
modules in the programme can change place. This ensures that the inductee does not
come to a situation, where he or she has nothing to do.
The training process has been divided, serving the job description and adaptation, into
six segments: duty descriptions and responsibilities, order handling process, electronic order handling,
product information, production processes, and general information. These segments will be
explained in the following chapters. The content of these segments are described and
outlined in the Attachment 5.
Table 3. Duration of induction programmes per induction programme week and train-
ing segmentation
Training
Week
Direct
(D)
Indirect
(I)
Administrative
(A)
Working
(W)
Other Total
1 10 11,5 5 7 4 37,5
2 4 5 4 20,5 4 37,5
3 6 5 4 18,5 4 37,5
4 8 1 7 17,5 4 37,5
5 4 0 2 27,5 4 37,5
Total 32 22,5 22 91 20 187,5
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The length of the induction programme is five weeks, which adds up to 25 working
days; 187,5 working hours (lunch break of 0,5 hour / day excluded). Of this time, di-
rect (technical) trainings (D) take 32 hours, indirect (social) trainings (I) 22,5 hours,
administrative trainings (A) 22 hours, and hands-on training and working (W) 91
hours. Additional 7,5 hours are scheduled for weekly meetings and 12,5 hours for
lunch breaks – referred to as “other” in Table 3. – but these provide flexibility to the
programme in general. The trainings are identified in the calendar with the letter in the
brackets. Through the induction period, the employee should embrace the capability
to:
1. Socially
- Engage to and create interpersonal networks required in the work;
- Adopt the internal and external communication culture used in the organi-
zation;
- Understand the organization’s meaning, and its relation to his or her role in
the organization; and
2. Technically
- Perform in the duties and assignments given;
- Understand the logic and relations of various technical systems used in the
job;
- Provide accurate and necessary information for customer’s purposes.
Time is at the essence of inducting a new employee to his or her duties. The faster and
more efficiently the new employee can be inducted to his or her duties, the faster he or
she can deliver value to the organization (Kjelin & Kuusisto 2009, 20-21). However, it
has to be kept in mind that a hurried induction may lead to inefficient results. This,
according to Penttinen and Mäntynen (2009, 2), will lead to the new employee asking
very basic level questions, interrupting and consuming time of the other members of
the organization. Hence, we can state that preparing, enabling, and committing to the
induction programme will in the end save time and energy, and deliver value to per-
formance.
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Additionally to deliver value for the organization, the success of this process requires
commitment to the programme from all parties. The most important role is that of the
inductee as he or she should be able to orient him- or herself in the timeframe given.
This can be considered one of the most critical aspects of induction.
5.2.1 The first week of induction
First week in the organization is the most crucial for both the inductee and the organi-
zation. During this time, the inductee will receive most of the information related to
his or her duties, tasks, and the job description. At the same time, the organization will
paint a picture of itself to the inductee – what the organization is willing to give in or-
der to receive (Stein & Chirstiansen 2010, 64). In addition, the inductee will receive
comprehensive training for the operational systems used to accomplish the tasks and
duties. Figrure 12 illustrates the first weeks schedule.
Figure 12. Outline of the first week of the induction programme
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The first day starts with welcoming the inductee to the office, handling red tape
required to move in the facilities and providing material for induction. This is a session
where the techentor, socientor and the supervisor introduce themselves, the materials
and, most importantly, the induction programme for the inductee. The inductee shall,
in guidance of the socientor, be introduced to the floor he or she will work on, be
briefed on the occupational health and safety (OHS) with emengercy exits, and showed
to his or her own workstation and get settled there. The inductee will alsotake part in
the CO Management’s week meeting to meet other members in the team. The day
continues with lunch with own team members; to create relationship to the nearest
colleagues.
The first training process segment, duty descreptions and responsibilities, is given on the first
day. The training lasts for two hours, during which the supervisor shall familiarize the
inductee with the processes used in the CO Management, the organization and the
company. Also, the inductee will review the job description with the supervisor.
From day two onwards, order handling process segment trainings with the techentor will
begin. Most of these segments contain subjects, which require using the ERP-system.
Altogether this segment will take 12 hours during the first two induction weeks. This
segment is divided into six parts, which progress logically in an order related to daily
routines. During week one, four out of six parts shall be taught on different days to
maintain possibility to compute and absorb all the given information. These four parts
include chronologically receiving, reviewing, confirming and invoicing orders, order
status follow-up process, minor changes in orders and major changes in orders. These
parts have also been divided to different days, so that the mentors have time to also do
their regular duties but more importantly, so that the inductee has time to digest the
information required. Each part includes a theoretical training; showing how different
things are done. Also, the inductee gets to try the things themselves; this is referred to
as hands-on training in the schedule.
On each day, when training related to order handling process or electronic order
handling is given, there will be recap sessions for one to four hours (including doing
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the actual work) with the socientor. During these sessions, the socientor will support
the inductee when he or she is doing the tasks learned in the training. By doing this,
the inductee can feel that he or she is actually doing work right from the beginning of
his or her learning process. This procedure follows through the entire induction
programme.
On the fifth day, the inductee will be playing We @ Metso –orientation online game,
prepared by the HR department’s learning and development unit (Metso 2012e). The
game has four modules: Company, People, Business and Facts. Completing all these
modules takes some 50-70 minutes from the inductee (Metso 2012e), or longer if he or
she uses the intranet information, annual reports, CSR-reports and/or company’s
websites to gain information. Two hours are reserved to complete the game.  Based on
the comments from current employees, which shall remain anonymous (Employee A
2011; Employee B 2012), the game serves its purpose, especially in the People –
module, where for example values of the company are explained clearly. Employees A
and B experienced that the modules on Company and Business were too
comprehensive and complex to understand, especially if one’s work is not directly
linked to business decisions. Then again, Facts –module, suffering from complexity as
well, was experienced partly interesting, especially the part describing the story and
growth of Metso Corporation (Employee A 2011; Employee B 2012). All in all, the
game was considered to be useful for new employees, and is therefore included to the
induction programme.
Closing each week of induction, there is an hour’s recap of the week. The inductee will
discuss with the socientor and/or the techentor of issues taught during the week. On
the discussion agenda is an evaluation of the amount of training and information, as
well as the amount of support from the mentors. At the end of the discussion, the in-
ductee receives the next week’s agenda.
5.2.2 The second week of induction
Second week starts with a regular week meeting with the CO Management. This is a
stand-in meeting for all team members. Agenda of the meeting usually consists of
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some form of new protocol, changed processes affecting the daily work (if any), or
providing knowledge of processes, substitute issues, customer visits and other events
which may occur during the week. Figrure 13 illustrates the second week’s schedule.
Figure 13. Outline of the second week of the induction programme
As the inductee has gained some basic knowledge of the general processes, the focus
of the technical training also changes more to the customer-oriented and –related is-
sues. During this week, the inductee gets more training in the order handling process,
completing the training of the entity. These final two parts are customer inspection
protocols and preparing quality plans for customer order; where the inductee starts to
understand how customer inspection and quality plans are done and what these tasks
require from the inductee. A recap session on the matters with the socientor will take
place on the same day.
Compared to the first week, the focus starts to shift slowly from technical mentoring
to social mentoring as, for example, the inductee will visit the manufacturing facilities
with the socientor. This belongs to the production processes segment of the training
50
process. The inductee will see, how the manufacturing process proceeds on the floor
level, gain more understanding of the general production process, and meet production
personnel and supervisors. This is an important stage of the interpersonal network
building. Additionally, the inductee shall have breakfast with his or her own backup
team (see teaming logic in chapter 1.2) to socialize and continue building the cohesive-
ness and communication within the team.
As mentioned earlier, the focus during the second week drifts to customer-orientation.
The supervisor gives an important training regarding this. During this two-hour ses-
sion, the supervisor will go through the customer service policies and communication
matrix in relation to the processes. This also gives the inductee the possibility to ensure
that he or she has understood the processes. However, it has to be stated that due to
the complexity of the processes, gaining comprehensive understanding will take several
months. Induction is built to support this learning process but executing the duties and
tasks, will in the end, deliver most of it.
The inductee will also have two hours for self-learning in language. The industry the
company is in has a very specific language and vocabulary, absorbing of which will take
time. The company operates on all continents, which requires some cultural knowledge
as well. To support the learning of these, Metso Automation has self-learning materials
and tests on several languages as well as cultures. The inductee can train his or her lan-
guage skills in e.g. English, which is the official corporate language, or in a language he
or she has studied earlier and may use in his or her line of duty.
Throughout the second week, the inductee has some 20,5 hours to do the actual work
with the support from the socientor and, if necessary, the techentor and other mem-
bers of the CO Management.
5.2.3 The third week of induction
Third week in the position starts in a similar manner as the first and the second week,
as will the fourth and fifth week: weekly meeting with the CO Management. Now it
can be assumed that the inductee has gained some knowledge of the duties and tasks,
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and can have his or her input to the meeting from work perspective. Naturally, these
meetings are opportunities to learn for all the participants, but more so for the induc-
tee.
Figure 14. Outline of the third week of the induction programme
As the inductee has had an opportunity to get comprehensive training for the various
IT-systems used to handle the orders and information regarding products ordered, he
or she can now focus on understanding the products. During this third week, the focus
point shifts to the product information segment of the training process. The purpose of
this segment is to gain knowledge on the products. This training has been ousted from
the department to in-house specialists, who are experts in their fields of different
products and product series. The product training has been divided into four parts, and
it may vary depending on the situation and the time when the new employee starts in
the CO Management. First two parts take place in the third week, next two on the
following fourth week of induction. These trainings are arranged on request. Dividence
to parts is preferred due to time management of all parties participating, and the logic
in product segments to make sure that the information given is not too substancial. In
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this training, the inductee will learn the differences between the products, recognize
what they look like, how they operate, what they are for, what kind of combinations of
the products can there be etc. Altogether, the inductee will get 12 hours of actual
product training, in addition to the information which is transferred in other trainings
by the socientor and the techentor.
Safety is an important issue at Metso Automation. Hence, it is recommended by the
OHS organization that every employee takes the Metso Safety –training (Metso 2012c).
In April 2012, Metso released new corporate-wide programme for employees to test
and learn about safety and health matters online. This training is also scheduled for the
inductee of the CO Management.
During the third week the inductee will also receive further training –as part of the pro-
duction processes segment – on the production facilities and the services that other
operational units at Metso Automation provide. One of these is the process training
from the Supply Center, which is responsible for assembling the final products, as well
as the packing and forwarding processes. During this two-hour session, the inductee
will, with the support of the socientor and the Supply Center specialist, go through e.g.
material flows at the facilities, and the packing and forwarding processes in theory and
in practice. The practical part of this training is done by walking the inductee through
the production facilities. This develops the understanding of processes in the company
further.
Additional two hours training in IT-programmes, which are not that an essential part
of work, will be provided for two hours by the techentor. During this training, the
inductee will be trained to use programmes for e.g. picture crops, order documentation
maintainance, product item designing, and remote work tools.
The most valuable meeting for successful induction during the third week is the
induction follow-up meeting. Taking part to this one- to two-hour meeting are the
inductee, the socientor, the techentor and, if possible, the supervisor. The meeting’s
content includes checking the progression of the induction programme, discussing
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experiences so far, making decisions on transfer of duties partially or entirely to the
inductee, and making alterations to the induction programme in reflection. The last
part is very important as here the inductee can influence what shall be further trained
from now on and if more training is required in matters already taught.
The induction follow-up meeting has another aspect as well. It acts as a critical point in
the induction programme, where the responsibility and role of the inductee change
from purely being inducted to being a real employee. By the third week’s end and
fourth week’s start, the employee is expected to take on his or her independent role in
the office, and to fully commit to his or her role in the substitute team and the
organization. Also the content of the induction programme changes more towards self
guidance; reflecting the needs for further trainings, clearing the processes, methods and
the actual daily routines. The inductee can state being a real employee of the
organization.
Until the end of the third week, the inductee’s time for doing the actual work has re-
mained at some 18,5 hours. This will help the inductee to commit to his or her posi-
tion and feel that he or she is actually doing, not only being trained. The support from
the socientor and the techentor and other members of the CO Management would
have been available all this time, if necessary. Naturally, it also includes the recap ses-
sion at the week’s end.
5.2.4 The fourth week of induction
The fourth week of induction has similar routine-like parts as the past weeks. These
are, e.g. the week meeting of the CO Management. Product training will also continue
for the last two parts.
When the fourth week starts, it can be assumed that the inductee has gained some
knowledge of all the processes and practices in the company. However, it has to be
acknowledged that the inductee may feel that he or she is partially confused by the in-
formation received. Additionally, it can be that the inductee feels that he or she needs
more training in some matters taught. These matters have been issued in the follow-up
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meeting. One of the trainings planned to address these issues is scheduled for the
fourth week’s Wednesday morning (Figure 15).
Figure 15. Outline of the fourth week of the induction programme
At the end of the fourth week, the inductee will receive an email with a link to the
feedback survey of the induction. With this survey, the inductee will evaluate his or her
first work week, how the goals of induction have been met until this point, how he or
she has absorbed the vision, mission, values, and organization culture of the company,
and finally, how he or she has got into the work itself. A suggestion for this feedback
form is presented in Attachment 6. Execution of the survey and building the actual
survey form is the techentor’s, socientor’s, and the supervisor’s duty. The inductee’s
duty is to response to this survey. The results received from the survey will be analyzed
and reported by the socientor. Both mentors and the supervisor are responsible to use
the results to enhance the quality of the induction programme in the future.
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During the fourth week and by the end of it, the inductee should be able to take re-
sponsible of all the duties assigned to him or her. This transition will take part under
the supervisor’s supervision, together with the substituting team.
In the fourth week, the inductee has some 17,5 hours of actual work. This will help the
inductee to further commit to his or her position and to take responsibility according
to what is agreed with the supervisor. The support from the socientor and the techen-
tor and other members of the CO Management will be available all this time, if neces-
sary.
5.2.5 The fifth week of induction
The last week of the actual induction programme has drifted from scheduled scheme
more to routines. It includes the basic meetings, such as the weekly meeting on Mon-
day (Figure 16) but also time for further follow-up trainings in order handling
processes or other issues, which need training.
Figure 16. Outline of the fifth week of the induction programme
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Coming to the end of the induction programme, there is also a scheduled two-hour
session for the induction review. In this review, both mentors, the supervisor and the
inductee will go through the feedback given on the induction programme. The induc-
tee has the opportunity to explain his or her answers, and to give further information
on the development needs, of the induction programme. Also, the inductee will give
feedback for the mentors and the supervisor.
Together, they will evaluate the success of the programme, and find development items
to be used in, for example, building a six-month plan and/or setting targets for per-
formance and/or trial period review. These development items should be categorized
in three different levels of importance: high, medium, and low. Different item levels
should have different schedule for handling and monitoring, and they may contain any
issues requiring attention. Suggestion for an outline of the six-month plan is presented
in Attachment 6.
In the fifth week, the employee has clearly more hours for doing the actual work, alto-
gether some 27,5 hours.
5.3 Launching the programme
Programme is to be launched and tested when a new full-time employee is hired for
the CO Management. The initial plan to launch the programme was to be early May
2012. However, due to company related reasons, new employees were not hired.
Hence, the official launch has been postponed.
Even though the programme is not launched by the end of commissioning agreement,
the department management is committed to implement, test, alter and use the pro-
gramme. According to Mr Jari Kousa, Manager, Day-to-Day Business Support (2012),
the programme will provide long waited support for Key Users and Supervisors, espe-
cially time management wise, whilst inducting a new employee to the organization. In
addition, there are plans to expand and alter the programme for other teams in the de-
partment. This provides cohesiveness to the department level organization culture and
work methodology.
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The programme has already been introduced to all management teams in Demand and
Order Management, Helsinki department. This includes some 10 different function
departments, which employ some 120 persons. The vision is, as said earlier, to have the
same induction programme model in use for all these functions. This creates cost-
efficiency when trainings can be combined, synergy between functions and cohesive-
ness on a departmental level. The presentation held for management on the pro-
grammme can be found in Attachment 8. Reaction to the programme has been posi-
tive and enthusiastic. The management teams have indicated that they have high inter-
est to take this programme to use in their own teams. Hence, we can assume that one
of the original long-term goals of this project is achieved.
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6 Comparison to international studies and practices
Induction, or orientation, is widely research subjects in international business. This has
emerged mainly due to the globalization as good and bad practices are shared and stu-
died to build more comprehensive knowledge as the ultimate goal is to develop busi-
ness and people processes in a company. Moreover, we can assume that when compa-
nies are globalizing and expanding to new countries, they need to acquire wide range of
knowledge in order to succeed in a new market entry.
As this thesis focuses on the impact the inductee will have through a comprehensive
induction programme, the topic in relation to values and cultural differences – both
organizational and environmental – should be studied.
6.1 Value orientation
When analyzing values in organizational context, it is almost mandatory that it will
have features from social anthropology. A good example is presented by Michael D.
Hills (2002) in his article of Kluckhohn and Strodtbeck’s Values Orientation Theory.
Hills (2002, 3) states that value is something that person holds, which has influence to
behavior in professional surroundings. This can be elaborated with several other value
theorists, such as Hofstede and Rokeach, hence giving Hills’ (2002) study more signi-
ficance.
For example, Hills (2002, 4-5) presents Kluckhohn’s and Strodtbeck’s sixth value di-
mension of Space, which has four questions. Each of these questions include three
different dimensions – or orientations – impacted and indicated from the society the
organization is placed in. These basic questions are Time, Humanity and Natural Environ-
ment, Relating to Other People, and Motivate for Behaving (Hills 2002, 5), and they have mu-
tual relations to each other in the context of this thesis. Hence, these will be discussed
next.
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When discussing Time and Humanity and Natural Environment in this context, learning is
something that emerges from two perspectives, these being people and their personal
relation to work. Hills (2002, 5) presents that orientations in Time – past, present and
future – should be discussed as which approach is used in context of Humanity and
Natural Environment orientations: mastery, harmonious and submissive (Hills 2002, 5).
Learning, as an example, differs depending on the person’s abilities gained during
childhood, studies, work life and life in general. For example, if a person has been in-
volved indirectly with the company he or she is hired to as a new employee, this may
have influence to which depth to use reviewing company’s history, and what kind of
experience and knowledge he or she has of the company. Moreover, working styles
may not be at the level the company expects of their employees. This relates to how
the company approaches the new employee. However, in order to have comprehensive
understanding of the new employee’s abilities, company must understand employee’s
relation to working environment; shall employee have “mastery”, “harmonious” or
“submissive” aim. Usually company can only learn this over time but in an optimal
situation, this can be taken into account when drafting an induction programme or
plan. (Hills 2002, 5.)
The other two basic questions are Relating to other people and Motive for behaving (Hills
2002, 5). These defines mainly how the employees see themselves in relation to other
people; are they treated with hierarchy, as equals, or individuals. That may also deter-
mine the Motive for behaving as employee must define his or her personal relation to the
tasks and work itself, which usually is influenced by the role he or she takes in the work
community. However, as motivation can develop from being to being-in-becoming or
to “doing”, the relation to other employees develops. At its best, it enhances collabora-
tion.  (Hills 2002, 5.)
This kind of value portfolio of an employee may be determined in several ways. Op-
timal way would be that employee’s personal values are cohesive with company’s val-
ues, or there is very little variation, thus making the company’s values absorbable by
the employee. The opposite situation would be more challenging and would need great
deal of support from strategy and value specialists of the company. They must provide
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tools to understand how values should be implemented in the corporate culture by
being an employee. If this cannot be achieved, it may lead to employee dissatisfaction,
lack of moral and results.
Induction plays a key role in transferring and/or developing values. Induction must
include value training for the employee at very early stage. This might not deliver re-
sults immediately but more efficient to put the values in practice is to make sure that
the employee is inducted according the values. For example, Metso Automation CO
Management’s new induction programme created with this thesis transfers values of
collaboration, caring and valuing people, as induction is an individual experience, built
for just that one inductee – for him or her to succeed.  This supports the way the
company may perceive their people globally as the values usually are on corporate lev-
el, thus making it something common for each and every employee, and showing that
this induction progamme can be altered to similar positions globally. The key is in the
deliberation during induction time.
6.2 Westernized orientation
There are no norms in induction programme or process, except what is mandated by
legislation. Otherwise, there are only expectations, recommendations, instructions and
guidelines, what should and could be handled. The length of induction process is also
an open question; many say that time should be spent generously whilst others disclaim
that it must – and can – be done in very short time. Naturally, these differences are
dependent of the field of business, country of operations, the company and even the
department within the company. This logic can be drawn to the cultural aspects of in-
duction. Michal Mestre, Alan Stainer and Lorice Stainer (1997) have approached the
logic in their article discussing differences between British and Japanese employee
orientation. Article discusses how much time is spent on the orientation, how it is con-
ducted, what the (cultural) philosophy behind orientation is, and what the cultural dif-
ferences in orientation goals are.
In general, the cultural differences start with the red tape of orientation, as “the West”
– as Mestre et al. (1997) call the European and American approach – focuses almost
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solely on that whereas Japanese approach includes it in the process but orientation
“has the focused purpose to build permanent liaisons, identify values and ensure group
interaction.” (Mestre et al. 1997, 444) This focus also supports building effective com-
munication culture within the company, which, according to Mestre et al. (1997, 446),
is a pitfall of the companies in “the West”.
There are several interpretations of the length of orientation. Schermerhorn (1993, in
Mestre et al. 1997, 447) presents one of these as the states half-year period from em-
ployment the key for long span success. Orientation should be continuous process that
evolves according to the new employee’s work experience, which in Japan is non-
existent. Most Japanese organizations recruit new talent directly from universities and
then, with excessive orientation period lasting up to one to two years, orient them to
be company’s best asset (Mestre et al. 1997, 447). More shocking is that when time
spent on orientation was measured both in Japan and United Kingdom, the difference
was drastic: On average, Japanese new employee got orientation worth eight months
whereas in U.K., the comparable length was only one hour (Mestre et al. 1997, 447).
This relays directly to the efforts and principles of the induction programme build for
this thesis: the inductee must have enough time to success in his or her duties and be
an efficient employee.
The time defines differences, when new employee becomes an actual employee. Japa-
nese orientation schedule, based on Mestre et al. (1997, 449-452), the new employee
requires time to grow from being oriented to be employed. This highlights the impor-
tance of understanding corporate culture, understanding company’s vision, mission,
values and culture; the path that one must take in order to succeed. Mestre et al.
present structure or typical Japanese orientation programme (1997, 450), which lasts up
to 12 months. These months include corporate orientation during the first four weeks,
divisional orientation for the next four weeks, after which the departmental orientation
with on-the-job training starts, changing from one location and/or department every
few weeks. The actual position is assigned after the entire orientation is completed. As
many Western companies usually hire people to certain positions only, the Japanese
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bases on its schedule for position trained individuals to positions they have best ten-
dency and interest, as company has had the opportunity to study these of the employee
during the orientation period, diminishing faulty recruitments to minimum. This also
makes the interaction with culture, relationships and values visible and operational, and
relays all mentioned above to new employee’s personal goals. (Mestre et al. 1997, 449-
452.)
Time is disputably essential part of induction, so it is in the induction programme built
for CO Management at Metso Automation. As presented in chapter 5, the programme
undertakes time as a tool to build comprehensive plan for the inductee to succeed in
his or her duties. This needs time to evolve, yet it must be done efficiently, so that the
employee is not left alone and socialization supports the learning outcome. This, as a
conclusion, means that the programme implements best of “the West” and the Japa-
nese approach.
When considering international aspects of the induction, it can be said that companies
may have tendency to take care of induction in the way it is easiest, fastest and cheap-
est. This applies internationally, but more so with westernized companies. As the ar-
ticle by Mestre et al. (1997) demonstrated, investing in employee training in the early
career stage may deliver more value for the company in the end.
6.3 International developments of induction
As described in introduction of this chapter, international approach is present in al-
most all induction or orientation programmes or schemes available over the internet.
Moreover, they are widely discussed and even evaluated as strength to lure new em-
ployees to organizations. In the following subchapters, shall two different induction
cases be introduced and compared to the programme build for this thesis.
6.3.1 Case: Kone Oyj Global Spares Supply induction process
Salla Jeskanen studied the induction process of Kone Global Spares Supply in 2011 as
her Bachelor’s thesis for HAAGA-HELIA University of Applied Sciences Finnish
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speaking business programme. In her thesis, Jeskanen aimed to evaluate development
items the induction process (Jeskanen 2011, 2). Even that she concluded that the
process is relatively good as it is, there were some development items, such as the in-
duction follow-up, preparing an induction plan, and usage of buddy/trainer concept
(Jeskanen 2011, 60-62). These shall be the key benchmarks between this and her thes-
es.
Kone has a general practice of using Buddy (a mentor) in their induction process –
something that differs from Metso Automation’s original approach significantly. Usual-
ly Buddy is a valuable member of the organization, committed to Kone values and
goals, as well as expert of the particular part of organization/position, where the induc-
tee is positioned. The studied organization at Metso, however, has not previously used
the roles to support induction. The basic elements – similar to Metso Corporation’s –,
i.e. induction process structure and check list, are provided by the corporate HR organ-
ization, yet the execution is on the inductee’s supervisor’s and Buddy’s shoulders; for
example, supervisors should draft an induction plan for the inductee (Jeskanen 2011,
31-34). Jeskanen also noted from open questions that sometimes Buddy was merely an
question & answer person, and the inductee was left alone too early with his or her
problems (2011, 55).
For her thesis, Jeskanen (2011) conducted a quantitative research of the employees
globally working in Global Spares Supply unit, e.g. in Finland and China (2011, 39).
The most interesting results of Jeskanen’s research are from the execution of induction
plan. In most cases, the plan was reviewed, scheduled, and it was experienced to be
realistic; yet she criticizes that the answers did have almost 50-50 deviation (2011, 43-
46), hence influencing the trustworthiness if the plan really delivered or not.  This may
also relate to previous experiences of induction in general, location and/or (in-
ter)nationality, which makes the matter even more challenging to research; similar was
found whilst studying Metso Automation’s Customer Order Management’s employees
in Finland.
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The induction follow up was also something, that Jeskanen (2011, 49) noted to need
development. Based on her research results, the Buddy was more committed to the
induction than the responsible supervisor was. However, the supervisors were interest-
ed of progress of the induction. Yet, the feedback received of the induction could have
been better, along with the possibility to give feedback to the Buddy and the supervisor
(Jeskanen 2011, 46-49). This matter was reflected in the theories of induction used for
this thesis, as collecting feedback and actively using it for development of the process,
should be a must. This highlights the recommendations made for both Kone (Jeskanen
2011) and Metso Automation (Attachment 6).
All in all, Kone and Metso have had similar approaches in their induction processes,
which makes these studies comparable. However, the result of Jeskanen’s thesis (2011)
only provides recommendations for the company instead of actual tools. This thesis
provides actual tool to deliver the induction in a clear and well structured way. Both of
the studies have one thing in common: implementation, application, and development
of the process lays on company’s responsibility. Therefore the benefit of these theses’
to new employees in the organizations may be compromised.
6.3.2 Case: Improving an Induction at Metso Minerals Inc. / DC Europe
The induction process of Metso Minerals / DC Europe (latter: Minerals) was studied
by Tiina Kauppinen in 2012 as her Bachelor’s Thesis for Tampere University of Ap-
plied Sciences Degree Programme in International Business. The aim of Kauppinen
(2012, 5-6) was to improve the induction process in Logistics team and Dispatching
Department., operating in Finland and Belgium. Kauppinen (2012) ended up with very
similar results as Jeskanen (2011) with her study. Yet there are differences in practice,
which will be key benchmarking point-of-view.
As Kauppinen (2012) noticed that improvements were needed, she also constructed a
position specific induction memory list based on the answers she retrieved with her
field research (2012, 37-38). This memory list (Kauppinen 2012, 49-51) is based solely
to the Logistic’s team hands-on work, as her interviews revealed that more theoretical
than practical materials were available to support the induction. The list has continuum
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with Metso’s general orientation checklist (Metso 2010, 5). As such it merely supports
the induction progress from task perspective solely, thus lacking possibility of creating
social networks, which could support the learning, as planned in Metso Automation’s
induction programme.
Moreover, Kauppinen (2012, 37; 52) also created “a feasible timeline” to support the
induction, but the timeline does not clearly reflect the memory list (2012, 49-51). This
might create challenge to persons responsible of the induction of a new employee.
Nevertheless, Kauppinen discusses the development possibilities of Mineral’s induc-
tion from adult learners’ perspective, which is highly interesting, and could have deli-
vered more value for Metso Automation’s induction programme and this thesis.
6.4 Individuality is the key
Companies operate globally but have local, operative functions to meet the local needs.
The global aspect takes into account the global functions and equal information re-
quired in position where the inductee will be placed. However, the implementation is
always local. In an international company, one can only learn local functions but one
still works globally. For example, Metso Automation’s CO Management Sales Coordi-
nators studied in this thesis physically work in Helsinki office. Their customers are not
from Finland, nor is their main customer service language Finnish. Hence, we can draw
the conclusion that position is international, and the Sales Coordinators are required to
possess and/or develop international mindset and understand, what it means to work
in an international company.
Keeping this in mind, the induction programme for Metso Automation’s new Sales
Coordinator should be customized per inductee, which takes into consideration the
international aspects, such as cultural knowledge of the country he or she shall be pro-
viding customer service to.
Even that all the programmes reflected in this chapter have had input for reflecting the
results of this thesis, the main issue still lies in the fact that all of them base on check-
list approach; the ones used for comparison are not programmes per se. This means
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that the inductees and mentors/supervisors are given merely a list to follow, but not
concrete structure or instructions – practicalities – how to actually induct a new em-
ployee. Metso Corporation has also provided the checklist for several years but its
usage has been very little at best. Hence, it can be said that the final product of this
thesis has delivered more structural and practical approach to induction. The approach
is also benefitting from the strong aspects of the Japanese approach, as it secures clear
structure, schedule, and clear roles and stages of development in induction yet taking
into consideration the cost-efficiency, and work and education history of the inductee.
Metso Automation has recognized these to be the fortes of this programme as well.
Moreover, the results collected appreciation of developing processes on firstly em-
ployees terms and secondly to support all members taking part to induction process.
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7 Conclusion
The aim of this thesis was to build an induction programme for Metso Automation
Day-to-Day Business Support’s Customer Order Management, which can be used as a
practical tool, and which takes into consideration the inductee’s and organization’s
needs and expectations as well as integrates the company’s strategy and values to be
part of employee’s work life. Additionally, the induction programme can be used as a
recruitment asset – a calling card of the organization – to lure future professionals to
work for the company. Overall, these goals were achieved and the programme has
been integrated to the department’s procedures.
It would be insufficient to build an induction programme without researching the tar-
get position employees and their experiences. The induction progamme has influence
how new employees can grasp and conceive their new career path and role in the or-
ganization. This fact is supported by both theories and the results of the survey made
for this thesis. The results gathered with the survey for this thesis have influenced to
the structure and usability of the programme, and are used to support all induction
stakeholders’ work. Socialization is crucial in job markets but even more so in the
process of accommodating the organization culture to new employee.
7.1 Recommendations
Metso Automation has a strong interest to develop the capital assets of the company,
one of them being the employees. This is conducted by e.g. arranging bi-annual Tell-
Us employee satisfaction study, where following components are measured (Figure 17).
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Figure 17. Metso Tell-Us employee satisfaction survey themes (Metso 2012d)
Tell-Us research results can also be used to measure the success of induction in the
organization. The managers and the supervisors should have access to their own de-
partment’s results, and these results should be compared with the results of induction
experiences to see, if e.g. level of commitment or well-being at work is developing;
how the organization is nurtured for growth in the first place.
Additional recommendation to support the induction is that supervisor should prepare
a six-month plan, with which the induction is completed. Furthermore, it should be
determined, how defined development items of the inductee should be trained and
when performance and development reviews should be held. An outline suggestion of
this plan can be found from Attachment 7. One key issue in the six-month plan is also
the development items emerging from the induction programme period. These devel-
opment items should be categorized in three levels of importance: high, medium and
low. All these leveled items should be handled according to the importance to the in-
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ductee’s job description. The leveling is done in cooperation of the inductee, mentors
and the supervisor.
Following amendments are highly recommended to the job descriptions of persons
directly involved with induction at the Order Management:
Director, Day-to-Day Business Process (Supervisor’s supervisor)
- Is, together with direct supervisor of mentoring employees, responsible of allo-
cating required resources for induction
- Supports in induction execution, if needed
Manager, Customer Order Management (Supervisor)
- Is responsible of securing required resources for induction of subordinates
- Is responsible of utilizing the feedback collected from induction to develop the
induction programme
- Is responsible of reporting the effects of induction to employee well-being and
learning to his or her supervisor and company’s Human Resources unit
Sales Coordinator (if acting as social mentor)
- Is responsible of preparing a feedback survey of the induction, and reporting
the results to his or her supervisor and other mentors
- Is responsible of utilizing the feedback collected from induction to develop the
induction programme
(System) Key User (if acting as technical mentor)
- Is responsible of utilizing the feedback collected from induction to develop the
induction programme
Further recommendation is for persons responsible of the induction at the CO Man-
agement, as all materials used in the induction programme should be reviewed. This
means that all instructions of various systems are available and updated, the instruc-
tions are clear and usable for the inductee, and the quality of the instructions and the
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programme content are reviewed on regular basis. As the scope of this thesis does not
extend to these materials, only the material currently available on behalf of human re-
sources department, are reported and included to the induction programme.
The feedback to be collected from the inductee requires a survey form, which can be
applied when needed. An outline suggestion of this feedback survey is Attachment 6,
modified from a model by Kjelin and Kuusisto (2003, 265). The outline does not take
into consideration the company related issues but only discusses the matters on general
level. However, the form requires benchmarking for company purposes and, if appli-
cable, in such manner that the results could be benchmarked against Tell-Us employee
satisfaction survey. The responsibility of conducting the survey is on the socientor, yet
the first form version for company purposes should be formed together with the su-
pervisor’s supervisor, supervisor, and the technical mentor(s).
The same part of Metso Automation’s organization that this thesis is done for is under
a master’s thesis study of management cultures. These two researches may provide, if
used together and benchmarked with Tell-Us survey, valuable information for the or-
ganization. As the master’s thesis will be finalized and results presented, could these
two researches be synergized for organization culture development.
7.2 Future possibilities in induction
Induction is a value-adding tool for any company. At Metso Automation, the induction
process has gained more focus as human resources has been developing onboarding
procedure (Koivisto 2011). However, this being postponed for the time being, one
alternative is to utilize this induction programme to other departments and teams in
the organization. For example, in Demand and Order Management, Helsinki depart-
ment, there are several functions, which use same ERP and sales system, operate in the
same facilities and floor as the CO Management, to which this programme is now de-
signed for. With some alterations to team-specific attributes, utilizing the same pro-
gramme could enhance the cost-efficiency, commitment, and the department’s reputa-
tion employer branding wise in the long run. Also, as almost all of these teams have
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their own Key Users, they could support and substitute each other in trainings, thus
making time management easier.
Day-to-Day Business Support will be transferring this programme to each of its teams.
This modification of the induction programme for each team was initiated in May 2012
by the thesis author. As mentioned earlier, it will provide synergy for the entire de-
partment when some activities of induction can be combined over team borders. This
also enhances that the inductees will get to know each other despite their role in the
organization; interpersonal network building can be extended to better level from the
beginning.
7.3 Project evaluation
The thesis project itself has been an interesting journey to human resources, corporate
strategies, human behaviour, and the world of induction. Delivering the outcome has
been challenging, especially when combining all the information from theories, survey
and processes under one, cohesive umbrella to serve the induction programme
purpose as well as possible.
Researching various sources to find most comprehensive structure for the thesis, and
delivering value for the entity has been challenging yet very rewarding. Approach to the
project was led by corporate strategy and corporate human resources strategy. These
aspects, including commitment to talent, onboarding, and sales and service people
commitment, influenced to the theory framing of this thesis. Analyzing the theories led
to an idea, that building most comprehensive induction programme will need research
of prior experiences among the employees currently working in the organization. This
was done by the survey in context with the theory themes. It also provided ensurance
that correct theories for this organization have been chosen. Additionally, personal
experience of the company and organization has had its own value to the approach in
general.
Handling thesis writing process as project and managing the project has been mainly
fluent. There has not been problems, which would not been overcome. Despite the
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thight schedule, some challenges in the survey and survey analysis, the writing process
has been a pleasure. There has been some writer’s blocks, which could be considered
to be very normal during such an extensive project. Time management has been easy
as commissioning company has provided sufficient amount of time to complete the
project as an only work task. In addition, the support from commissioning company
has been extremely good in all aspects regading the project.
Outcome of the project has been highly appreciated by the commisioning company.
This appreciation emphasizes the satisfaction received of the outcome. Feeling that
whilst the project has been developing, it has found such perspective suitable to
combine personal ideas and the company’s expectations and needs. Fulfilling these
expectations and needs has personally been one of the most important goals in this
project. I feel I have delivered.
In the end, it feels grateful having had the possibility to do this project to serve a need.
This makes the work put into the project worth its while. As this thesis was completed
for commissioning company some four months before the thesis was officially
presented for evaluation, the programme has been extended according to the
recommendations as explained in chapter 7.2. Moreover, the programme will play
significant role in piloting new organization structure and in development of job
descriptions. Some seven different functions and/or positions are utilizing the
induction programme tailor made for their purposes based on the thesis’ induction
programme.
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Attachment 2. Overlay matrix
Project
Objective (PO)
Project Tasks Purpose
Output
Induction model
for Day-to-Day
Business Sup-
port’s Customer
Order Manage-
ment
Theory frame-
work
Theory framing
Theoretical framework
for induction pro-
gramme
Finding approach to
induction programme
Survey
Finding employee
experiences
Survey results and inter-
pretation of experiences
and expectationsAdding value to
induction programme
structure and content
Results
To compile informa-
tion from other tasks
Induction programme
To build the induction
programme
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Attachment 5. The induction programme outline and check list
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Attachment 6. Suggested induction programme feedback form in Finnish.
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Attachment 7. Six month induction plan suggestion.
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Attachment 8. Induction programme presentation for management.
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